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Y 1, OFE l1-L9 was requested by the Office of the Secretary of

’ Dafense & & matter of the “highsat pricrity". The requesior, however,
also indicated that thorough coordination was desired. The estimate,
therefors, was produced with scrupulous regard for consultation and
ocordination with tha depsrtssntal sgsncies at esch stegs 1n its

. preparation, Ths cooperation received from those agencies must be
assussd to have been the optimnm, in view of tha importance of the
subjact, the distinguished sponsorship of the project, and the priority
assigned. Experience in this cass, therefors, wsy be itaken as a fair
example of the bast to be expected in the exscntion of DOI 3/1.
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£ 2. 4 detailed cbronolowiéf”t.hn reparation of ORE L1-ii9 is
appended heretoc., It may ba chserved that, although this project was
regardad a2 & matiaer of the “highast priority", iires wesks slipsed
between our receipt of a definite atatemsnt of ths problam and the
Iinal coordination of the desired estimate. Yet actually tha easentinl
estimite was produced in the course of 30 bours (2000, 1 Feb., to
0200, 3 Feb.)., Subsaequent discussion produced no substantisl change
in this dreft, although the expresaion of its intent was considersbly
improved in the rovised versicn complsted on 5 February. All.the
discussion that occurred in ths two weoks between L and 18
February neithar zltered tha subatance of the estizate nor significantly
izproved its expression. Ths real work was done, thern, in one week
but its publication was delaysd for two weeks longer by the procedure
of Ycoordination.®

3« It is to be noted also that most of this delay occurred in the
proosszs of final, formal vocrdination, after we had taken special care
10 insurs that the text submitted would be sgreesble to all the agencies
concerned. Ws had not-only revised tha first (3 Feb.) dreft to sstisfy
the designated representatives of those agencies, but had submitted
the revised (7 Feb.) draft to them to mike sure it wus satisfactory.

The third (10 Feb.) draft, submitted for formal action, had the explicit
concurrence of all the designated representatives, yot eight days were
required to complete action on it. dotually, thres azgencies wers
reagonably proapt in returning foredl concurrencas, The difficulty st
this stage arose from the fact that, in the normal procedures of the
4ir Intelligenoe Directorats, the third (10 Feb.) draft was the first

to recaive high .‘hul considaration In that agency.
4. This experience, I believe, will support the following conclusionss
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&, Exceapt in special cases, consultation witn the agencies
prior to preparation of & first draft is substantively profitliess.

b. Horking level conspitation with substantive speclalists
from the 2gencies on & first draft is profitabls in clarifying sx-
pression, if not in modifying the substance of the estimate.

¢. By this procedure a substantially coordinated estimate
can be produced in about four days.

d. Further consultsation <t this level is likely to result
cnly in unnecessary delay over issuss of literary tasts rather
than of substance.

8. All schemes for quick "coordination® (e.g., DCI 3/1),
balng written by persons without practical sxperience, ignors
practical considerstion of what heppens afier & coordinating

b msoting has adjourned. It may take 2 day's hard work to reintegrate

& toxt that has been hacked over in commitiee. It may also take
most & day t0 Teproduce 2 revised text, even by ditto, and to
distribute it.

I. Even with the utmost endeavor (as in this case) to effect
complete coordination in advance, the present procedure of final,
formal coardination is haphazard and cumbersone, an cbstacle to
true coordination. The only remsdy in my cpiniom, is that
pravigusly proposed by me (memoranda of 16 Oct. 1546 and 15 april

3 . ,_-_’-u-——-—-”‘]s??f);acoupled with a complete reindoctrination of the members of
g the IAC and their designated representativea.
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8. Except In specisl cases, consultatlion with the agencies
prior to preparation of 4 first draft is substantively profitless.

b. Working level consultution with substantive specialists
from the agencies an a firat druft is profitable in clarifying ex-
presaion, if not in modifying the substance of the estimate.

¢. By this procedure & substantially coordinated estimate
can be produced in about four days.

d. Forther consuwltation «t this level ia likely to result
only in unnecessary delay over isaues of literary taste rather
than of substance.

e. All achemes for guick “coordination® (e.g., DCI 3/1),
being written by persons without practical experiencs, ignors
practical considerstion of what heppens after s coordinating

vl mesting has adjourned. It mey take a day’s hard work to reintegrate

- a taxt that has been hacked over in comuiites. It may alsc take
most & day to reproduce a revised text, even by ditto, and to
distribute it.

f. Even with the utmost endeavor (as in this case) to affect
complete coordination in advance, the present procedure of final,
formal cocrdination is haphaszard and cumbersome, an cbstacla to
trus coordinations The only remedy in my opinicm, is that
previpusly proposad by me {memorandd of 16 Oct. 1946 and 15 aprid

2 . 4__....—-——-'—1'974”1)%@\@1,:1 with a complete reindoctrination of the members of
v the IAC ¢nd their designated representatives.

LUDWELL L. MONTAGUE

¢e AD/ORE

8/PP

G/s1

- G/w
4 N H ':'.. :-7 ks \-,::‘:;-:—l-:'."‘-';:i:,‘.‘;: oon - ) "'. ) . B . o 7;

it Lo Bt L e T S

Lt o
meoEEn o o r
3 ] 60 T4 T ‘:""‘f._ .,./
FHEE D ___A‘;VL,L;EE- Liho : S S
" A |

!r":./,



